. . . !
Declassified in Part - Sanitized Copy Approved for Release 2012/08/27 : CIA-RDP93T01132R000100010014-8

NATIONAL FOREIGN ASSESSMENT CENTER

11 October 1977
MEMORANDUM FOR: A11 NFAC Employees

Today, the Director of Central Intelligence has
established the National Foreign Assessment Center, which
brings together the members of the National Intelligence
Staff and the Directorate of Intelligence. Attached is a
short paper which explains the purposes of NFAC, how it
will operate, and the roles of various officers and com-
ponents under the new arrangement.

The primary objective of the new organization is to
produce the best possible intelligence. Success depends
on the contribution of each of you. We count on your
conperation and assure you of our support.

>w

Robert R. Bowie
Director

"

Sayre Stevens
Deputy Director

Attachment
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i National Foreign Assessment Center

In his recent Directive the President reaffirmed the DCI's
"full responsibility for production of national intelligence in
appropriate consultation with departmental analytic centers.”
National intelligence is in effect that intelligence vhich the
President and the National Security Council expect the DCI to
provide, from the fully coordinated National Intelligence Estimate
to the short, informal memorandum prepared by a single production
office, from the product of extended research to immediate current
intelligence.

To facilitate the meeting of these responsibilities, the NIO
and DDI organizations are being merged into a new National Foreign
Assessment Center. This new structure is intended to remove
organizational barriers which have artificially segmented the
process of producing national intelligence. It will provide for
the same degree of Community participation as in the past, but will
recognize as well the national importance of much of the Center's
own product. It also establishes a foundation upon which new

( efforts to improve the quality of our finished product can build.
The merger has some well defined purposes:

- To consolidate analytical resources to cope with the
full-range of production responsibilities including
those involving coordinated national intelligence.

- To allow for the development of a program of national
intelligence analysis and production that will result
in the most effective -- and least disruptive -- use of
our limited analytical resources.

- To provide the basis for a concerted effort to improve
the national intelligence product and the analytical
capabilities of the combined NIO and DDI organizations.

- To establish mechanisms to ensure the introduction of
skills and knowledge outside the Intelligence Community
into the intelligence production process.
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To improve and toughen the critical review of key
intelligence products.

To maintain developed procedures for producing
coordinated national intelligence and for fostering
the interdisciplinary treatment of key inteiligence
problems.

Achieving these purposes will require that we adopt some new
operating styles, procedures and organizational mechanisms. The
new organization should:

Achieve genuine integration of the functions of the
two groups.

Allow concentration on substantive matters at the
highest levels of the organization.

Enable upper management to work directly with the
analysts in dealing with specific intelligence
problems.

Give high priority to the formulation and imple-
mentation of a program of production and research
which reduces competitive demands on analysis in
favor of its programmed allocation.

s
Ensure that the Community voice is preserved in
National Intelligence Estimates -- our most
important product -- while not overemphasizing the
distinction between "Community" and "Agency" national
intelligence products.

And above all else, develop an ubiquitous concern
for the excellence of our product.

Procedures will be developed and organizational changes made
where they are required to achieve the objectives of the consolidation
and the style of operation sought. An early task will be the develop-
ment of procedures that will ensure:

Program formulation and oversight with the full
participation of those involved in directing the
research and analysis from both the disciplinary
and issue-oriented points of view.

A critical review from outset through completion of
major intelligence products that incorporates perspec-
tives drawn from outside the Intelligence Community.

-2-
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- A systematic program to enhance the analytical capabilities
available for the production of national intelligence.

- The maintenance of close relations with those collection,
processing, and R&D elements of the Community on vhich
7 our analytical activities rely.

‘ The only major organizational changes now contemplated are the
merger of the Offices of the Deputy to the DCI for National Intel-
ligence and of the Deputy Director for Intelligence, and of the
National Intelligence Officers with tne Center for Policy Support.
These changes will result in a single front office supported by a
single substantive staff for the entire organization.

The leadership of the Center will consist of a Director, a
Deputy Director and two Associate Directors. They will function as
the central management team responsible for the formulation and
supervision of the substantive production programs of the Center.
An approximate distribution of responsibilities among these four
positions is as follows:

- The Director will be responsible for the full range of

Center's activities, but his principal activity will be to serve as
the principal substantive alter ego to the DCI. In this capacity,

U he will give special attention to improving the quality of National
Intelligence Estimates and other papers prepared for the senior
policy community. He will work directly with the senior officers
and analysts engaged in the process of preparing these papers. He
will also have immediately available to him the services of a Review
Panel and outside experts for substantive review and critique of
major production efforts.

- The Deputies. In addition to their joint responsibilities
to support the Director in his production management and substantive
responsibilities, each of the Deputies will have specified primary

. responsibilities to execute in behali of the Director. They will
, all participate with the Director in a Production Board responsible
l for the formulation and oversight of the production program.

- The Deputy Director will serve as the principal Deputy to
the Director and as his alter ego. In addition to this respon-
sibility, his major concern will be the day-to-day management
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and direction of the substantive research program, giving special
attention to the development and strengthening of the analytical
skills available for the production of national intelligence.

- The Associate Director for Management will, in addition
to his substantive responsibilities as member of the Production
Board, be the principal officer responsible for resource manage-
ment and administration within the Center.

- The Associate Director for Substantive Support will be
the principal officer responsible for directing the provision of
short term substantive papers, presidential and congressional
briefings, and the production of current intelligence. One
objective is to assure the high quality of current intelligence
while ensuring that its demands do not interfere unduly with those
activities directed toward longer term, more deeply analytical
production.

- The National Intelligence Officers, in addition to their
current functions, will assume those formerly carried out by the
Center for Policy Support, and serve the Director as staff for
the Center as a whole. They will report directly to the Director
for substantive guidance and direction. Each NIO will have the
following responsibilities within his field:

- Maintenance of close liaison with policy officers
and other principal users.

- Coordination and supervision of Community-wide
national intelligence production programs, with
emphasis on National Intelligence Estimates.

<i> Coordinafion and monitoring of interoffice or
interdisciplinary intelligence programs.

(:;7In conjunction with the production office directors,
developing, monitoring and advising the Director
on the production program.

- Serving as senior staff officers to the DCI and
the Director in such capacities as they may direct,
and especially as the DCI's representatives in
the Policy Review process.
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- The Office Directors will continue to be responsible .
for the management of their respective offices and for the quality
of their products. They will give particular attention to develop-
ing and improving analytical capabilities and to the formulation
for the Production Board programs of research and analysis within
| their substantive domains that anticipate and are responsive to
the needs of the policy community. They will participate in all
Production Board deliberations affecting their offices.

In addition to these organizational accommodations to the
consolidation, two new bodies will be established in pursuit of its
principal objectives:

- A Reyiew Panel will consist of a small group of generalists,
mainly recruited from outside and serving full-time; they will be
attached immediately to the Office of the Director to provide him
with an independent review of major intelligence production. There
will also be a number of more specialized part-time consultants,
who will supplement the Review Panel as needed. Production office
directors and National Intelligence Officers may be called on to
serve as members of review panels. The Review Panel will be served
by the existing staff of the DDI Coordinator for Academic Relations,
! which will function as its Secretariat.

- A Production Board will be the principal mechanism for
shaping the focus and content of the integrated intelligence pro-
duction program. It will function as a collective body to advise
the Director on all aspects of intelligence production and research.
It will be chaired by the Director and its membership will include
the Deputy and Associate Directors, production office Directors, and
National Intelligence Officers. The Board will, from time to time
in the interest of efficiency, establish Panels to work up programs
and perform other appropriate functions. The Production Board will
i be served by a Secretary responsible for overseeing the process of
i program formulation and monitoring its implementation.
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